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Collective Bargaining: 
how tomake it work 


Collective bargaining is the process by which union and 
management determine wages, hours and other conditions of 
employment. The result of this process is usually a written contract, 
for a specified period, which covers all employees in the bargaining 
unit. 

Sometimes, however, the parties are unable to reach agreement: 
dispute situations can arise, resulting in a strike by labour or a 
lockout by management. The following article, which explains 
how both sides can ensure that collective bargaining works, 
originally appeared in the Board of Trade Journal of Metropolitan 
Toronto, with whose permission it is reprinted. 


Collective Bargaining: how to make it work. By W.A. Correll, 
Director of Industrial Relations, International Nickel Company. 


The key to successful collective bargaining is the development 
of asound management-union relationship before bargaining com- 
mences. Management and union relationships range from the 
extremes of conflict to collusion. The initiative for changing relation- 
ships rests with management. 


The relationship 


Management which finds it is having difficulty in reaching 
agreement with unions at the bargaining table year after year, 
needs to look carefully at its ongoing union relations program of 
policies and procedures. Successful bargaining results from 
sound union-management relationships on a long term and 
continuing basis. The bargaining process is a measure of the 
effectiveness of this relationship. If the bargaining is long and 
arduous, the relationship needs improvement. The day-to-day 
points of contact in agreement administration need careful analysis 
to reveal policy or procedure blocks that might impede good 
relations. 
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Conflict or collusion 


Company-union relations vary within a range between destructive 
conflict and management-union collusion. Destructive conflict is 
characterized by win-lose attitudes with a strong production- 
oriented environment. 

Management in such situations often employs legal specialists 
to interpret and administer its union relations. When this approach 
is used, the opportunity for flexibility in problem solving disappears 
and first line supervision and the industrial relations specialists 
are required to follow the book. 

In a controlled-conflict position, management recognizes the 
existence of a three-way relationship between management, 
employee and union. Management attempts to understand in 
this relationship the function of the union. There is an acceptance 
of the union’s role, employee dignity is respected and working 
conditions are given a high priority consideration. A cooperative 
relationship should represent the practicable position for 
management. Further steps beyond this point towards the collusion ° 
extreme would be destructive to the relationship and lead to 
joint management ventures and the sharing of management rights 
and responsibility. The final step, collusion, violates basic prin- 
ciples to the disadvantage of the employees and the owners 
of the corporation. 

Cooperative relationship recognizes that the union is here to 
stay and it is an acceptance by union, management and employee 
that each has a role to play. Management’s function Is to 
direct the enterprise in order to continue to fulfill its objectives, 
profit or other. The union’s function is to represent the employee's 
interests in his working environment. There must be mutual effort 
to reduce legal and technical conflict and to listen to one another 
in a constructive problem solving approach within their cooperative 
conflict relationship. 
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Management attitude 


Many companies decide that, since their agreement is a 

legal document, it needs a highly technical interpretation. This 
approach often excessively utilizes legal counsel in handling 
arbitrations, interpreting claims and responding to grievances. 

Other companies regard union relations as a specialist function 
and may go so far as to delegate certain supervisory functions 
such as hiring, firing and disciplining the work force to these 
specialists. 

In still other organizations, the union relations are emphasized 
as a line management responsibility. This latter approach is 
typical of most small companies where the organizations also 
approach the union relation from this perspective and employ 
the legal and employee relations specialists on a strictly 
consulting basis. 


The best opportunity for developing good relations is provided 
when the responsibility for managing the union relationships 
is delegated as close to the source of the problem as possible. 
The industrial relations practitioner should only oversee policy, 
deal with problem areas at the international level, or other 
salient points of ‘political’ sensitivity. The legal adviser is best 
employed only as counsel. The foremen and plant supervisors 
cannot improve their image as managers intent upon maintaining 
a good climate of relations if they are seen to rely heavily 
upon technical or legalistic resources in their relationships with 
employees. 
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Relationship analysis 


Developing a good atmosphere requires first an analysis of 
the current situation. An unsatisfactory relationship may reveal 
three basic symptoms: 

(1) A highly centralized or legalistic system for dealing 
with union-management matters at early stages; 

(2) A complicated legalistic contract and cumbersome 
grievance procedure; 

(3) Union-management communication limited to the grievance 
procedure, inattention to employee needs and a mutual 
atmosphere of distrust. 

These conditions signal the need for a new corporate 
philosophy on union relations, and management must take the 
initiative in promoting communications with the union and 
with the employees. If some or all of the symptoms are present, 
the following suggestions are recommended. 

Symptom (1) indicates that the parties have adopted a 
win-lose relationship. Both sides may be somewhat gun-shy 
and defensive and want to double check every syllable. This 
leads to a rigid policy and develops a destructive conflict 
relationship. Soon a central staff group or legal firm will take 
over the line responsibility for union-management relations. The 
task of decentralization from this position will take time — 
time to write and communicate policy and time to train super- 
visors and staff people on how to decentralize and delegate 
authority. 

The complicated contract and the clogged grievance 
procedure usually go hand in hand with symptom (2) and often 
reveal a lack of understanding of the function and value of 
open communication. The grievance procedure has become a 
political arena and not a problem solving communications vehicle. 
The collective agreement is not seen as a tool to describe 
and define a procedure. Instead, it has become a way to 
protect and defend rigid positions. 
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When this condition is recognized, the grievance procedure 
should be shortened by eliminating steps, simplifying the 
formality or shortening time periods. The procedure can be made 
more productive by providing thorough investigation, 
Clarification of facts and frankness and openness in discussion 
and response. The collective agreement should be rewritten to 
clarify and shorten ancient language and vague phrases. This 
suggestion is not as difficult as it first appears. The proposed 
language can be discussed In detail with the union, and even 
used on a trial basis prior to negotiation. 

Caught between the power struggle is the employee and 
his working conditions in symptom (3). A sincere attempt to 
improve working conditions can defuse much employee emotion 
that the union-management confrontation generated. 

Contact at meetings which are not founded on crisis or 
urgency can also assist. Regularly scheduled meetings to 
review progress are important in this process. 

The analysis and the follow-up take a great deal of patience 
and endurance to act positively in an atmosphere where the 
other side is negative about your efforts. It is management's 
job to provide the initiative to establish trust and credibility during 
the agreement in preparation for a smooth confrontation of 
collective bargaining. 


Union-Management Services Branch 


The Union-Management Services Branch of the Canada 
Department of Labour assists unions and managements to develop 
positive approaches to industrial relations. The Branch's 
representatives across Canada help interested parties to work 
out the best attitudes and structures for their situation, all in 

the interest of furthering and improving communication during the life 
of the collective agreement. The Branch conducts advisory pro- 
grams on industrial relations techniques and also supplies back- 
ground information such as case studies for unions and employers 
who run into between-negotiations problems. 


For further information, write Union-Management Services 
Branch, Labour Canada, Ottawa, Ont. K1A OJ2, or contact 
the nearest field office. 


HEAD OFFICE 


K.P. DeWitt, Director, 
Gail Mathias, Program 
Development Officer, 
Ernest Lawson, Training and 
Development Officer, 
R. Marchand, Assistant 
Executive Officer, 
Paul Rompré, Assistant 
“Operations Officer. 
Labour Canada, 
OTTAWA, Ontario. 
K1A 0J2 


Area Offices 


EASTERN 


G. Sequin, Supervisor, 
Conrad Paquette, 
Labour Canada, 
OTTAWA, Ontario. 
K1A 0J2 


W.J. Gillies, 

630 Sir Humphrey Gilbert 
Building, 

Duckworth Street, 

P.Oe Box 5278: 

ST. JOHN’S, Newfoundland. 
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R.A. Gardner, 

Halifax Insurance Building, 
5670 Spring Garden Road, 
HALIFAX, Nova Scotia. 
B3J 1H6 


G.W. Yorston, 
189 Prince William Street, 
P.O. Box 25 


SAINT JOHN, New Brunswick. 


E2L SK 


Léon Beaulieu, 

72 Jacques-Cartier Street 
West, 

Tremblay-Mathias Building, 

PO AA 

CHICOUTIMI, Québec. 
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Lucien Laparé, René Lacas, 
3rd Wing, 2nd Floor, 

Port of Montreal Building, 
Cité du Havre, 

MONTREAL, Québec. 
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R.J. Haley, 

Federal Building, 

101 Worthington Street East, 
NORTH BAY, Ontario. 
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CENTRAL 


L.M. Gagnon, Supervisor, 
T.T. McAulay, 

Helmer Renaud, 

502 Arcade Building, 

74 Victoria Street, 
TORONTO, Ontario. 

M5C 2A5 


F.E. Costello, 

302 Dominion Public Building, 
457 Richmond Street, 
LONDON, Ontario. 

N6A 3E3 


WESTERN 


C.D. Gardner, Supervisor, 
Alexander Szchechina, 
10220 - 107th Street, 
EDMONTON, Alberta. 
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G.L. Taylor, F.G. McLean, 
S. Bedosky, 

400 - 303 Main Street, 

WINNIPEG, Manitoba. 

AgGwsG7 


Wm. A. Radway, 

1st Avenue - 22nd Street, 
313 Federal Building, 
SASKATOON, Saskatchewan. 
S7K OE1 


D.M. Hodge, A.F. West, 

7th Floor, 750 Cambie Street, 

VANCOUVER, British 
Columbia. 

V6B 2P2 


Digitized by the Internet Archive 
in 2022 with funding from 
University of Toronto 


https://archive.org/details/31/6111/666743 
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